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W e  w a n t  t o  e n c o u r a g e  a n d  h e l p  m a n a g e r s  t o  b e c o m e  m o r e  i n n o v a t i v e  i n  t h e i r  p r o b l e m -
s o l v i n g  a n d  d e c i s i o n - m a k i n g ,  s o  t h a t  t h e  c o m m i t m e n t  o f  t o d a y ' s  r e s o u r c e s  t o  t h e  f u t u r e  
l e a d s  t o  t h e  a c h i e v e m e n t  o f  a p p r o p r i a t e  l o n g  t e r m  s t r a t e g i e s  f o r  t h e i r  c o m p a n i e s .  I t  i s  
i n e v i t a b l e  t h a t  t h i s  p a p e r  c a n  a t t e m p t  t o  c o v e r  o n l y  a  s m a l l  a r e a  o f  t h e  g r o u n d  a n d  i t  
w o u l d  b e  n a i v e  t o  o f f e r  s o l u t i o n s  w h i c h  s h o u l d  i n  s i t u a t i o n  a l l  d e t e r m i n e d .  T h e  o b j e c t i v e  o f  
t h i s  p a p e r  i s  t o  h e l p  d e v e l o p  a n a l y t i c a l  s k i l l s  a n d  t h e  a b i l i t y  t o  ' ' h o m e - i n "  o n  t h e  r e l e v a n t  
p i e c e s  o f  i n f o r m a t i o n .  T h e  p a p e r  r e c o m m e n d s  t h a t  a p a r t  f r o m  s t a t i n g  g e n e r a l  h y p o t h e s i s  
r e g a r d i n g  p o s s t b l e  c a u s e s  o f  t h e  l a c k  o f  i n n o v a t i o n  i n  a  b u s i n e s s ,  a l t h o u g h  t h e r e  s t i l l  
r e m a i n s  t h e  q u e s t i o n  o f  w h e t h e r  t h e y  a r e  v a l i d .  I t  w o u l d  c e r t a i n l y  b e  w o r t h w h i l e  t o  
e x a m i n e  t h e  s t r a t e g i e s  o f  t h e  l e a r n i n g  a n d  p r o b l e m  s o l v i n g  p r o c e s s  r e f e r r e d  t o  e a r l i e r  n o t  
o n l y  i n  f o r m a l  l e a r n i n g  s i t u a t i o n s  s u c h  a s  t h o s e  p r o v i d e d  b y  c o u r s e s  a n d  s e m i n a r s ,  b u t  
p e r h a p s  m o r e  i m p o r t a n t l y  i n  t h e  o n - g o i n g  w o r k  s i t u a t i o n .  
I N T R O D U C T I O N  
H o w  c a n  w e  e n c o u r a g e  a n d  h e l p  m a n a g e r s  t o  b e c o m e  m o r e  i n n o v a t i v e  i n  t h e i r  p r o b l e m -
s o l v i n g  a n d  d e c i s i o n - m a k i n g ,  s o  t h a t  t h e  c o m m i t m e n t  o f  t o d a y ' s  r e s o u r c e s  t o  t h e  f u t u r e  
l e a d s  t o  t h e  a c h i e v e m e n t  o f  a p p r o p r i a t e  l o n g - t e r m  s t r a t e g i e s  f o r  t h e i r  c o m p a n i e s ?  I t  i s  
i n e v i t a b l e  t h a t  t h i s  a r t i c l e  c a n  a t t e m p t  t o  c o v e r  o n l y  a  s m a l l  a r e a  o f  t h e  g r o u n d ,  a n d  i t  
w o u l d  b e  n a ' l v e  t o  o f f e r  s o l u t i o n s  w h i c h  s h o u l d  b e  s i t u a t i o n a l l y  d e t e r m i n e d .  H o w e v e r ,  w e  
f e e l  t h a t  c o n s i d e r a t i o n  s h o u l d  b e  g i v e n  t o  s u c h  i m p o r t a n t  i s s u e s  a s  
a )  A r e  m a n a g e r s  s u f f i c i e n t l y  a w a r e  o f  e n v i r o n m e n t a l  i s s u e s  w h i c h  i m p a c t  u p o n  t h e i r  
c o m p a n i e s ,  d e p a r t m e n t s  a n d  j o b s ?  I n  o t h e r  w o r d s ,  i s  t h e  a n a l y s i s  s t a g e  o f  t h e  
p r o b l e m - s o l v i n g  p r o c e s s  s u f f i c i e n t l y  r i g o r o u s ?  
b )  A r e  s o m e  m a n a g e r s  e n c o u r a g e d  t o  d e p e n d  t o o  m u c h  u p o n  t h e i r  b o s s e s ,  w h i c h  l e a d  
t o  " a c c e p t a b l e "  s o l u t i o n s  b u t  n o t  n e c e s s a r i l y  t h e  r i g h t  o n e s ?  T h e s e  i s s u e s  a n d  
o t h e r s  a r e  c o n s i d e r e d  t o g e t h e r ,  w i t h  a  p e r s p e c t i v e  o f  t h e  r o l e  w h i c h  e d u c a t i o n  a n d  
t r a i n i n g  c a n  p l a y  i n  i m p r o v i n g  l e v e l s  o f  i n n o v a t i o n .  
B A S I C  P R O B L E M S  O F  M A N A G E M E N T  
T h e  m a n a g e r ' s  r o l e  i n  t h e  f u t u r e  w i l l  u n d o u b t e d l y  b e c o m e  m o r e  u n c e r t a i n ,  p a r t i c u l a r l y  
w h e n  f a c e d  w i t h  s h i f t i n g  i d e a s  a b o u t  m a n a g e r i a l  r e s p o n s i b i l i t i e s ,  a n d  t h e  g r a d u a l  c h a n g e  
i n  v a l u e s  a n d  a t t i t u d e s  f r o m  w h a t  m i g h t  b e  d e s c r i b e d  a s  t h e  p r o t e s t a n t  ( c o m p l i a n t )  e t h i c  
t o w a r d s  a  s o c i a l  ( m o r e  p e r m i s s i v e )  e t h i c .  H o w e v e r  i n  a  r a p i d l y  c h a n g i n g  a n d  t u r b u l e n t  
e n v i r o n m e n t  i t  i s  t h e  m a n a g e r  w h o  h a s  a  r e s p o n s i b i l i t y  t o  i n i t i a t e  c h a n g e ,  a n d  t o  h e l p  
o t h e r s  t o  a d a p t  t o  c h a n g e  i n  o r d e r  t h a t  b u s i n e s s e s  r e m a i n  v i a b l e .  
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Technological Innovation and Career Development: "But Who Pays?' 
Unfortunately a complicating factor is that the signals a manager receives to indicate 
necessary or desirable change in such policies, products, processes, procedures and 
organization structures are often unclear and contradictory. Competing demands from 
situations and individuals or groups, both inside and outside business, sometimes confuse 
managers and complicate the problem-solving process. In future a manager will have to 
work with others n increasingly complex problems, the solution to which may have far-
reaching consequences. The highly structured problem with known parameters, which can 
be solved by the individual expert, will become less common. Furthermore today's 
complex issues are influenced by competing interests, which can either encourage 
innovation or stifle it. Some interests demand innovative design and new organizational 
approaches. For instance, those represented by society, customers, subordinates and 
sometimes the manager's personal motivation require speedy and innovative approaches 
to improve products, the quality of work or even the quality of life itself. 
On the other hand, some interests can exert a restricting influence to maintain the status 
quo; an example here can be the perceived expectations of the manager's superior(s), 
which can be seen as discouraging innovation - or at least confining it to well-defined 
limits. Finally there are some managers who, by virtue of their conditioning by family, 
work and society, are reluctant to test new ideas - particularly when they fell that the 
outcome is likely to influence their personal survival. 
In terms of coping with change, it is unlikely that a manager will be effective if he relies 
solely upon past experience to provide indicators of how to perform in the future. A few 
years ago orderly experience and general predictability were the order of the day- now a 
manager experiences complexity, ambiguity, · uncertainty, conflict, and competing 
objectives for limited resources. Increasing symptoms of such factors will significantly 
complicate the manager's job of designing and operating an economically sound business. 
For reasons already stated, it is exceedingly difficult to predict an appropriate future 
strategy to encourage and accommodate the change role of management. 
Nevertheless, a useful starting point might be to look at some key issues which must be 
addressed: 
a) How does a manager operate effectively in a constantly changing environment, 
when the signals and expectations of various interest groups are contradictory or 
confusing? 
b) What are the types of demands which the manager might expect in the future? 
c) How can we encourage to be more innovative, not simply in terms of problem 
solution but more importantly perhaps in terms of problem identification and 
definition? 
d) How will skill requirements be altered over the course of a manager's career? 
e) Who shares responsibility for helping the manager to adapt and move towards 
becoming a more effective change facilitator? 
These are some of the issues which need to be explored to build · up som~ sort of 
inventory of the capabil ities and limitations of the manager who faces a future of 
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g u a r a n t e e d ,  b u t  o f t e n  u n p r e d i c t a b l e ,  c h a n g e .  F i n a l l y ,  w h a t  r o l e  d o e s  e d u c a t i o n  a n d  
trai~ing p l a y  i n  th~ . res()lution o r  p a r t i a l  r e s o l u t i o n  o f  t h e s e  c o m p l e x  i s s u e s ?  
T H E  E N V I R O N M E N T  A N D  I N T E R E S T  G R O U P S  
I n  t h e  i n t e r e s t  o f  b o t h  c o r p o r a t e  a n d  p e r s o n a l  s u r v i v a l ,  i t  i s  b e c o m i n g  i n c r e a s i n g l y  
i m p o r t a n t  f o r  m a n a g e r s  t o  c a r r y  o u t  t h e i r  o w n  e n v i r o n m e n t a l  s c a n n i n g  i n s o f a r  a s  i t  a f f e c t s  
t h e i r  o w n  j o b s ,  s e c t i o n s ,  d e p a r t m e n t s ,  a n d  c o m p a n i e s .  H o w e v e r  i n  d o i n g  t h i s ,  w h i c h  
i n v o l v e s  t h e  r e l a t i v e l y  e a s y  t a s k  o f  i d e n t i f y i n g  t h e  i n t e r e s t  g r o u p s  w h o s e  i n f l u e n c e  i s  l i k e l y  
t o  i m p a c t  u p o n  t h e  b u s i n e s s ,  t h e r e  i s  t h e  m u c h  m o r e  c o m p l e x  t a s k  o f  i d e n t i f y i n g  t h e  
c u r r e n t  a n d  f u t u r e  s t r a t e g i e s  o f  t h e s e  v a r i o u s  g r o u p s .  T h e  c o m p l e x i t y  i s  f u r t h e r  i n c r e a s e d  
b e c a u s e  o f  t h e  i n t e r d e p e n d e n c e  o f  s t r a t e g i e s  t o  p r o d u c e  o u t c o m e s ,  a n d  t h e  " k n o c k - o n "  
e f f e c t  w h i c h  e x i s t s  i n  m a n y  s i t u a t i o n s .  
T h i s  s e e m s  t o  i n d i c a t e  t h a t  t h e  b r e a d t h  a s  w e l l  a s  t h e  d e p t h  o f  s c a n n i n g  i s  i m p o r t a n t ,  
a l t h o u g h  t h e  a t t e n t i o n  g i v e n  t o  e a c h  d i m e n s i o n  w i l l  v a r y  a c c o r d i n g  t o  t h e  l e v e l  i n  t h e  
o r g a n i z a t i o n  w h e r e  s c a n n i n g  i s  b e i n g  d o n e .  A s  f a r  a s  i n t e r p r e t a t i o n s  o f  t h e  s i g n a l s  
r e c e i v e d  f r o m  t h e  e n v i r o n m e n t  a r e  c o n c e r n e d ,  t h e s e  h a v e  t o  b e  c o n s i d e r e d  w h e n  d r a w i n g  
u p  t h e  s t r a t e g y  i s s u e  p l a n s  f o r  c o m p a n i e s ,  w h i c h  s h o u l d  i n c l u d e  c o n t i n g e n c y  p l a n s  i f  
c e r t a i n  a s s u m p t i o n s  a b o u t  t h e  e n v i r o n m e n t  ( i n c l u d i n g  m a r k e t s )  c o m e  t o  f r u i t i o n .  I n  t h e  
l a t t e r  c o n t e x t ,  p a r t i c u l a r l y ,  i t  w i l l  b e  t h e  a b i l i t y  t o  r e s p o n d  r e a s o n a b l y  q u i c k l y  t o  r a p i d l y  
c h a n g i n g  s i t u a t i o n s  w h i c h  w i l l  d e t e r m i n e  c o m m e r c i a l  s u c c e s s  o r  f a i l u r e .  
T h e  p r o - a c t i v e  r o l e  i n  t h i s  c o n t e x t  w i l l  b e  t h e  d r a w i n g  u p  o f  a p p r o p r i a t e  c o n t i n g e n c y  
p l a n s ,  i n c o r p o r a t i n g  t h e  m o s t  l i k e l y  i n f l u e n c e s  t o  o c c u r  i n  a  g i v e n  p e r i o d  o f  t i m e ,  a n d  n o t  
b e i n g  c a u g h t  w i t h  o n e ' s  p a n t s  d o w n .  F i n a l l y ,  i n  s t r a t e g i c  i s s u e  m a n a g e m e n t  s c a n n i n g  o n  a  
f a i r l y  c o n t i n u o u s  b a s i s  a n d  a t  a l l  l e v e l s ,  t o  i d e n t i f y  t h e  s i g n i f i c a n t  d e v e l o p m e n t s  i n  t h e  
e n v i r o n m e n t ,  a n d  u s i n g  t h e  i n f o r m a t i o n  a p p r o p r i a t e l y  i n  t h e  d e c i s i o n - m a k i n g  p r o c e s s ,  
s e e m s  t o  b e  a  s e n s i b l e  w a y  o r  o r g a n i z a t i o n a l  l i f e .  T o  a c h i e v e  t h i s ,  h o w e v e r ,  i s  f a r  f r o m  
e a s y .  
M o v i n g  t o  t h e  p o i n t  a b o u t  c o n t r a d i c t o r y  o r  c o n f u s i n g  s i g n a l s  f r o m  a n d  e x p e c t a t i o n s  o f  t h e  
v a r i o u s  i n t e r e s t  g r o u p s ,  t h i s  i s  n o t h i n g  n e w ;  b u t  w h a t  i s  c h a n g i n g  i s  t h e  n u m b e r  ( e i t h e r  
d i r e c t  o r  i n d i r e c t )  o r  a c c o u n t a b i l i t i e s  t o  t h e s e  g r o u p s  w h i c h  w e  h a v e  a s  m a n a g e r s .  T h i s  
o b v i o u s l y  c o m p l i c a t e s  t h e  d e c i s i o n - m a k i n g  . p r o c e s s ;  b u t  i f  t h e  p r o b l e m  h a s  b e e n  i d e n t i f i e d ,  
t o g e t h e r  w i t h  t h e  v a r i o u s  i n t e r e s t  g r o u p s  a n d  t h e i r  s t r a t e g i e s  w h i c h  a r e  p e r t i n e n t  t o  t h e  
p a r t i c u l a r  d e c i s i o n ,  t h e n  t h e  o p t i m u m  d e c i s i o n  s h o u l d  h a v e  e x a m i n e d  a l l  t h e  c o n f l i c t i n g  
i n t e r e s t s  a n d  p o t e n t i a l  p r o b l e m s .  
I t  i s  r e l e v a n t  t o  n o t e  t h a t  i f  t h i s  p r o c e s s  i s  d o n e  a s  t h o r o u g h l y  a n d  a s  e f f e c t i v e l y  a s  
p o s s i b l e  i n  t h e  i n t e r e s t s  o f  t h e  c o m p a n y ,  t h e n  i t  d e m o n s t r a t e s  a  h i g h  d e g r e e  o f  i n t e g r i t y  i n  
t h e  d e c i s i o n - m a k i n g  p r o c e s s  w h i c h ,  t o g e t h e r  w i t h  t h e  a c h i e v e m e n t  o f  c o m m e r c i a l  c r i t e r i a ,  
w i l l  b e  a  m a j o r  i n g r e d i e n t  f o r  s u c c e s s  i n  t h e  f u t u r e  s i n c e  b u s i n e s s  e t h i c s  a r e  a s s u m i n g  
i n c r e a s i n g  i m p o r t a n c e .  
D E M A N D S  U P O N  M A N A G E R S  I N  T H E  F U T U R E  
A  m a j o r  d e m a n d ,  a l r e a d y  c o v e r e d ,  w i l l  b e  f o r  m a n a g e r s  t o  b e c o m e  m u c h  m o r e  a w a r e  o f  
t h e i r  e n v i r o n m e n t  a n d  t o  u s e  t h e  i n f o r m a t i o n  o r  a s s u m p t i o n s  a p p r o p r i a t e l y .  A n o t h e r  
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Technological Innovation and Career Development: "But Who Pays?' 
important demand which will probably become increasingly evident will be the necessity 
to involve many more people within the organization, particularly non-managers, in the 
management process. The implication is not that this is either a good thing or a bad thing, 
but that it will become increasingly necessary in the changing social/political/economic 
environment. 
Furthermore this involvement will probably have to move from a superficial and 
sometimes passive level, which has been done in companies for years, to an action level; 
although responsibilities and accountabilities for managing the business should still remain 
with the management team, however that is defined. Obviously this change many affect 
the attitudes of some managers who have relatively rigid views about what their 
prerogatives should be. 
Another important demand for the future will be the recognition that within a company 
many different sectional interests, not simply functional ones, exist; and it is how to 
manage this coalition of interests which will have implications for the leadership role of 
the future. A current example, amongst many, with which we are gaining a great deal of 
experience is the collectivism of middle management in terms of salaries, conditions of 
service, etc. The risk here is that there may be a mismatch between a manager's personal 
objectives and those of the company. 
Probably strongly linked with the environmental scanning demand issue will be the 
demand to manage effectively in an increasingly complex and ambiguous world. This has 
implications for tolerance towards ambiguity, increasing complexity, managing the 
boundary conditions between different functions and sectional interests, and taking a 
more conceptual view of organizational life rather than a blinkered one, where one 
person's objectives can easily become another person's problems. 
Finally there are the demands on the manager outside the work situation, which have 
implications for career aspirations and career development. These include the dual-career 
problem, education of children, reluctance to accept potentially more stressful roles, etc., 
which are symptoms of an increasing tendency for managers to examine their different 
life roles and the relationship between them. While this has implications for management 
development in the broadest sense, it is outside the scope of this publication to deal with 
it in depth; but it is worthy of mention in terms of a demand which is likely to increase in 
the future. 
HOW CAN WE ENCOURAGE MANAGERS TO BECOME MORE INNOVATIVE? 
The world innovative has emotive overtones, conjuring up in some people's minds the 
stereotype of the scientist trying to be more creative by using such techniques as 
brainstorming, morphological analysis, or synectics. In some circumstances a greater level 
of innovation ca certainly be derived from the appropriate use of such techniques but, for 
the purposes of this publication, innovation can be defined in wider terms as the ability to 
successfully demonstrate new or different approaches to old or new problems; not simply 
by extrapolating past experience but by applying sound analytical, creative and 
judgmental skills in the problem-solving or decision-making process. Furthermore by 
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d e f i n i t i o n  t h i s  a l s o  i n v o l v e s  a  g r e a t e r  d e g r e e ,  p e r h a p s ,  o f  c a l c u l a t e d  r i s k  t a k i n g .  W h a t  a r e  
s o m e  O f  t h e  f a c t o r s  i n v o l v e d ?  T h e  m o s t  i m p o r t a n t  a r e  p r o b a b l y :  
a )  D o e s  t h e  c o m p a n y  e n c o u r a g e  i n n o v a t i o n  o r ,  m o r e  s p e c i f i c a l l y ,  w i l l  i n d i v i d u a l s  o r  
g r o u p s  t a k e  r i s k s  i n  s i t u a t i o n s  w h e r e  f a i l u r e  i s  s e e n  n o t  a s  a  l e a r n i n g  o p p o r t u n i t y ,  
b u t  a s  a  " b l a c k  m a r k "  w i t h  c o n s e q u e n c e s  f o r  c a r e e r  d e v e l o p m e n t  a n d  p e r s o n a l  
s u r v i v a l ?  
b )  D o e s  t h e  c o m p a n y  e n c o u r a g e  u n w i t t i n g l y ,  a  c o m p l i a n t  r e l a t i o n s h i p  b e t w e e n  b o s s e s  
a n d  s u b o r d i n a t e s  b e c a u s e  s u c c e s s  m a y  b e  s e e n  p r i m a r i l y  a s  t h e  e f f e c t i v e  p r o v i s i o n  
o f  w h a t  t h e  b o s s  w a n t s ?  I s  i n n o v a t i o n  s o m e t i m e s  s t i f l e d  w h e n  s u c c e s s  i s  a c h i e v e d  
b y  a  s u b o r d i n a t e  i n  d i r e c t i o n  w h i c h  i s  a t  v a r i a n c e  w i t h  t h e  w i s h e s  o f  t h e  b o s s ,  a n d  
i s  s e e n  b y  t h e  l a t t e r  a s  a  t h r e a t ?  
T h e s e  q u e s t i o n s  a r e  n o t  i n t e n d e d  t o  b e  v a l u e  j u d g m e n t s  o f  i n d i v i d u a l s  w i t h i n  a  
c o m p a n y ;  b u t  s i n c e  i n d i v i d u a l s  a n d  g r o u p s  b e c o m e  c o n d i t i o n e d  b y  t h e  e n v i r o n m e n t  
i n  w h i c h  t h e y  w o r k ,  a r e  t h e r e  a n y  o r g a n i z a t i o n a l  i s s u e s  w h i c h  s h o u l d  b e  e x a m i n e d  
t o  i m p r o v e  i n n o v a t i o n ?  
c )  I s  t h e r e  t h e  r i g h t  m i x  o f  p r o b l e m  d i a g n o s t i c i a n s ,  s o l u t i o n  d e v e l o p e r s ,  a n d  a c t i o n  
i m p l e m e n t e r s  i n  w o r k  g r o u p s ?  S h o u l d  m a n a g e r s  p o s s e s s  a n  a p p r o p r i a t e  b a l a n c e  o f  
t h e s e  a b i l i t i e s ?  
d )  W h a t  t y p e s  o f  t h i n k i n g  a r e  a p p r o p r i a t e  f o r  p r o b l e m  d i a g n o s i s  a n d  s o l u t i o n  
d e v e l o p m e n t ?  S h o u l d  i t  b e  d e d u c t i v e  ( w h e r e  t h e o r i e s  a r e  a p p l i e d ,  i n d u c t i v e  ( w h e r e  
t h e o r i e s  c a n  b e  d e v e l o p e d ) ,  c o n v e r g e n t  ( a n a l y t i c a l ) ,  o r  d i v e r g e n t  ( c r e a t i v e ) ?  I t  w i l l  
c e r t a i n l y  n o t  b e  a n  e i t h e r  o r  s i t u a t i o n ;  b u t  d i f f e r e n t  s t a g e s  o f  t h e  d e c i s i o n - m a k i n g  
p r o c e s s  w i l l  r e q u i r e  t h e  a p p l i c a t i o n  o f  t h e s e  d i f f e r e n t  m o d e s  o f  t h i n k i n g ,  e i t h e r  
e m b o d i e d  i n  o n e  p e r s o n  o r  i n  a  w o r k  g r o u p .  
e )  F i n a l l y  t h e r e  i s  t h e  i s s u e  t h a t  i n  l o w  g r o w t h  s i t u a t i o n s ,  w i t h  p r e s s u r e  o n  m a r g i n s  
a n d  a c t i o n s  l e a d i n g  t o  s m a l l e r  n u m b e r s  o f  m a n a g e r s ,  t h e  p e r s o n a l  s u r v i v a l  q u e s t i o n  
c o u l d  a s s u m e  a  h i g h  d e g r e e  o f  i m p o r t a n c e .  T h e r e  i s  a  r i s k  i n  t h i s  s i t u a t i o n  t h a t  
e n e r g i e s  w i l l  b e  d i s s i p a t e d  b y  e x c e s s i v e  i n d u l g e n c e  i n  p o l i t i c a l  i n - f i g h t i n g ,  r a t h e r  
t h a n  s o m e  s o r t  o f  b a l a n c e  b e t w e e n  a c h i e v e m e n t  o f  p e r s o n a l  o b j e c t i v e s  a n d  
c o r p o r a t e  o b j e c t i v e s .  T h i s  p h e n o m e n o n  m a y  b e  m o r e  c o m m o n  a t  l o w e r  l e v e l s  i n  
t h e  o r g a n i z a t i o n ,  w h e r e  t h e  c o n c e p t u a l  l e a p  b e t w e e n  p e r s o n a l  o b j e c t i v e s  a n d  
c o m p a n y  o b j e c t i v e s  i s  t o o  w i d e  t o  a p p r e c i a t e  c l e a r l y  u n t i l  i t  i s  t o o  l a t e .  
S K I L L  R E Q U I R E M E N T S  F O R  M A N A G E R S  I N  T H E  F U T U R E  
F o r  r e a s o n s  a l r e a d y  c o v e r e d  i n  t h e  c o n t e x t  o f  a  w o u l d  w h e r e  t h e  r a t e  o f  c h a n g e  i s  
i n c r e a s i n g  r a p i d l y  e v e r y  y e a r ,  o n e  u s e f u l  v i e w  o f  a  h i e r a r c h i c a l  t y p o l o g y  o f  s k i l l s  
( d e v e l o p e d  b y  D .  C .  B a s i l  a n d  C .  W .  C o o k )  t o  c o p e  w i t h  t h e  f u t u r e  i s  a s  f o l l o w s :  
1 .  a b i l i t y  t o  c o p e  w i t h  i n c r e a s i n g l y  c o m p l e x  s i t u a t i o n s  
2 .  a b i l i t y  t o  f a c e  u p  t o  c o n f l i c t  s i t u a t i o n s  a n d  m a n a g e  t h e m  e f f e c t i v e l y  
3 .  t o l e r a n c e  t o w a r d s  a m b i g u o u s  s i t u a t i o n s  
4 .  a b i l i t y  t o  c o n c e p t u a l i z e  ( i d e n t i f i c a t i o n  o f  s y n e r g y  i n  t h e  s y s t e m )  
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Technological Innovation and Career Development: "But Who Pays?' 
5. Ability to solve problems effectively (including the appropriate use of computer 
based methods) 
6. Ability to handle inter-personal issues 
7. Developed managerial skills in terms of planning, coordinating, controlling, 
motivating and communicating effectively 
8. An appropriate level of functional skills 
Furthermore it will probably be necessary for younger people to have two or three 
different careers in their working life, which will be the result of changing technologies; so 
the task of helping people in the future to influence situations and adapt to change will be 
a major challenge for all managers. Whether a manager is preparing himself for a 
different career or trying to acquire some of the skills already referred to, the ability to 
learn seems an important, if not the most important skill. 
HELPING TO ADAPT TO AND PROMOTE CHANGE 
Ultimately the responsibility must lie with the individual manager, but this is unlikely to be 
achieved without attention being given to some of the following areas: 
a) a thorough analysis of the decision-making points in the organization such that 
some of the drama - currently experienced by more senior levels - is shared by 
other less senior managers, who can make relevant contributions to the strategic 
decision-making process 
b) agreed objectives, but discretion in determining strategy to achieve objectives 
c) development of a working environment, where managers will want to learn how to 
learn and will be less dependent upon superiors for appropriate actions to be taken 
d) organizational support in terms of company culture, which encourages innovative 
approached to problems 
e) support from superiors, colleagues and subordinates 
f) adequate reward systems, both in material and non-material terms. 
This list is not complete by any means; but whatever areas are singled out for attention, 
the education process must also include the fact of life that, whilst any effective 
management development schemes will assist managers to develop themselves, any 
undue reliance upon the company to look after the individual from the cradle to the grave 
is not only na'lve but can lead to de-motivation and thus be a block to innovation. Finally 
this list of issues does raise a number of sub-issues, many of which have been covered; 
so at this stage it may be worthwhile to examine some possible courses of action. 
Despite the complexity of trying to introduce a great degree of innovation at all levels in a 
company, it might be useful to view the overall issue along two avenues - which are not 
mutually exclusive -as follows: 
a) an examination of the learning process which managers and management should 
re-appraise at personal and organizational levels, in order to cope with an 
increasingly turbulent environment 
... 
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b )  a n  . e x a m i n a t i o n  o f  t h e  d e p e n d e n c y  r e l a t i o n s h i p  b e t w e e n  s u b o r d i n a t e  a n d  s u p e r i o r  
_  .  w h i c h ,  lin~ed w i t h  t h e  l e a r n i n g  p r o c e s s  i s s u e ,  m a y  d e t r a c t  f r o m  a n  a p p r o p r i a t e  
l e v e l  o f  i n n o v a t i o n  i n  t h e  b u s i n e s s  
c )  t h e  r o l e  o f  t r a i n i n g  a n d  e d u c a t i o n  i n  t h e  p r o c e s s  
F u r t h e r m o r e ,  i n  t e r m s  o f  d o i n g  s o m e t h i n g  a l o n g  t h e s e  a v e n u e s  t h i s  h a s  i m p l i c a t i o n  f o r  t h e  
p o i n t s  o f  i n t e r v e n t i o n  i n  t h e  o r g a n i z a t i o n  f o r  t h e  i n i t i a t i o n  o f  a c t i o n .  
T H E  L E A R N I N G  P R O C E S S  A N D  P R O B L E M  S O L V I N G  
F o r  m a n y  o f  u s ,  a n d  n o t  e s p e c i a l l y  r e l a t e d  t o  c u l t u r e ,  t h e  c o n d i t i o n i n g  w e  h a v e  
e x p e r i e n c e d  d u r i n g  o u r  p r i m a r y ,  s e c o n d a r y  a n d  t e r t i a r y  l e v e l s  o f  e d u c a t i o n  h a v e  i n d u c e d  a  
v i e w  o f  l e a r n i n g  w h i c h  c a n  b e  d e s c r i b e d  o n l y  a s  p a s s i v e .  O u r  y e a r s  i n  s c h o o l s  a n d  
u n i v e r s i t i e s  h a v e  t r a i n e d  u s  t o  t h i n k  t h a t  t h e  p r i m a r y  r e s p o n s i b i l i t y  f o r  l e a r n i n g  l i e s  w i t h  
t h e  t e a c h e r ,  a n d  w e  t e n d  t o  b e c o m e  h i g h l y  d e p e n d e n t  u p o n  h i s  o r  h e r  e x p e r t i s e .  W e  
a c c e p t  t h a t  t h e  r e s p o n s i b i l i t y  f o r  e v a l u a t i n g  o u r  p e r f o r m a n c e  a n d  t e l l i n g  u s  w h a t  w e  
s h o u l d  l e a r n  n e x t .  W e  a l s o  l e a r n  t h a t  l e a r n i n g  i s  t h e  p r o c e s s  o f  a c q u i r i n g  a n d  
r e m e m b e r i n g  i d e a s  a n d  c o n c e p t s ,  a l t h o u g h  o n  m a n y  o c c a s i o n s  a n d  a t  m a n y  s t a g e s  o f  o u r  
e d u c a t i o n  w e  a r e  n o t  s u r e  o f  t h e i r  r e l e v a n c e .  W e  t h e r e f o r e  s e e  c o n c e p t s  c o m i n g  b e f o r e  
e x p e r i e n c e .  
F i n a l l y  t h e  c l a s s r o o m  o r  l e c t u r e  t h e a t r e  s y m b o l i z e s  t h e  a s s u m p t i o n  t h a t  l e a r n i n g  i s  s o m e  
s o r t  o f  s p e c i a l  a c t i v i t y ,  s h u t  o f f  f r o m  t h e  r e a l  w o r l d  a n d  n o t  r e a l l y  r e l a t e d  t o  r e a l  l i f e .  I n  
o t h e r  w o r d s ,  l e a r n i n g  a n d  d o i n g  a r e  o f t e n  s e e n  a s  n o t  o n l y  s e p a r a t e  b u t  e v e n  u n r e l a t e d  
a c t i v i t i e s .  D e s p i t e  t h e  f a c t  t h a t  w i t h  y o u n g e r  g e n e r a t i o n s  t h e r e  i s  a  g r e a t e r  t e n d e n c y  t o  
q u e s t i o n  i s s u e s ,  w h i c h  i s  a  s y m p t o m  o f  t h e  m o r e  p e r m i s s i v e  v a l u e  s y s t e m  r e f e r r e d  t o  
e a r l i e r ,  t h e r e  n e v e r t h e l e s s  r e m a i n  m a n y  o f  t h e  a b o v e  m e n t i o n e d  a s s u m p t i o n s  w h i c h  g i v e  
r i s e  t o  t h e  a t t i t u d e  t h a t  l e a r n i n g  s e l d o m  s e e m s  r e l e v a n t  i n  o u r  d a i l y  l i f e  a n d  w o r k .  
A  s i m p l i s t i c  v i e w ,  a l t h o u g h  t h e r e  i s  p r o b a b l y  s o m e  t r u t h  i n  i t ,  i s  t h a t  o u r  c o n d i t i o n i n g  
t o w a r d s  l e a r n i n g  t e n d s  t o  e n c o u r a g e  t h e  a p p l i c a t i o n  o f  t h e  f o r m u l a :  L E A R N I N G  =  
T R A I N I N G  =  G O I N G  O N  A  C O U R S E .  T h i s  i s  a  g r e a t  p i t y ,  s i n c e  t h i s  a p p r o a c h  m e a n s  t h a t  
t h e  o p p o r t u n i t y  p r o v i d e d  b y  t h e  p r i m a r y  l e a r n i n g  p r o c e s s ,  w h i c h  i s  c o n t i n u o u s ,  f o r  g i v i n g  
u s  n e w  i n s i g h t s  i n t o  t h e  w a y  i n  w h i c h  i s s u e s  s h o u l d  b e  t a c k l e d  m a y  b e  l i m i t e d .  
P R O B L E M  S O L V I N G  
T h i s  e v o k e s  s o m e  a t t i t u d e s  a n d  a s s o c i a t i o n s  w h i c h  a r e  o p p o s i t e  t o  t h o s e  r e f e r r e d  t o  i n  t h e  
c o n t e x t  o f  l e a r n i n g .  F o r  i n s t a n c e ,  w e  t h i n k  o f  p r o b l e m - s o l v i n g  a s  a n  a c t i v e  r a t h e r  t h a n  a  
p a s s i v e  p r o c e s s .  T h e  r e s p o n s i b i l i t y  f o r  p r o b l e m  s o l v i n g  r e s t s  w i t h  t h e  p r o b l e m  s o l v e r ,  w h o  
s h o u l d  e x p e r i m e n t ,  t a k e  r i s k s ,  a n d  c o m e  t o  g r i p s  w i t h  t h e  p r o b l e m .  U s u a l l y  n o  e x t e r n a l  
s o u r c e s  o f  e v a l u a t i o n  a r e  r e q u i r e d ;  i t  i s  k n o w n  w h e n  t h e  p r o b l e m  i s  s o l v e d .  A l t h o u g h  
g e n e r a l  p r i n c i p l e s  c a n  e m e r g e  f r o m  t h e  s o l u t i o n  t o  a  s p e c i f i c  p r o b l e m ,  p r o b l e m s  a r e  
u s u a l l y  s p e c i f i c  r a t h e r  t h a n  g e n e r a l ,  c o n c r e t e  r a t h e r  t h a n  a b s t r a c t .  T h e  f o c u s  o f  p r o b l e m -
s o l v i n g  i s  o n  a  s p e c i f i c  p r o b l e m  f e l t  t o  b e  r e l e v a n t  t o  t h e  p r o b l e m  s o l v e r ;  i t  i s ,  i n  f a c t ,  h i s  
i n v o l v e m e n t  i n  t h e  p r o b l e m  t h a t  m a k e s  i t  a  p r o b l e m .  H o w e v e r  i n  o r d e r  t o  a v o i d  t h e  
e x t r a p o l a t i o n  o f  p a s t  e x p e r i e n c e  t o  s o l v e  t o d a y ' s  a n d  t o m o r r o w ' s  p r o b l e m s ,  a n d  t o  a v o i d  
t h e  c l i c h e  " h e ' s  g o t  2 0  y e a r s  e x p e r i e n c e  b u t  i t ' s  o n e  y e a r  r e p e a t e d  2 0  t i m e s " ,  i t  m a y  b e  
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useful to combine the characteristics of learning and problem-solving and to conceive 
them as a single process. By examining this single process we can perhaps better 
understand what we can generate from our experience, concepts, rules and principles to 
guide our behaviour in new situations, and how we might modify our concepts in order to 
improve our effectiveness. The process, developed by David Kolb, can be considered as 
four stage cycle: 
( 1 ) 
concrete 
experiences 
(4) 
testing implications 
(2) 
------- observation and reflection 
(convergent thinking) 
(3) 
formation of abstract 
of concepts in new situations 
(inductive and creative thinking) 
concepts and generalizations 
(inductive and creative thinking) 
Several relevant points can be made about this model: 
a) First, this learning cycle is continuously recurring throughout our lives; and we 
continuously test our concepts in experience and modify them as a result of the 
observation of the experience 
b) Secondly, the direction in which learning occurs is determined by our needs and 
objectives. We look for experiences which are related to our objectives, and 
develop concepts and test the implications of those concepts that are relevant to 
our needs and objectives. This indicates that the process of learning is erratic and 
inefficient when our objectives are unclear. 
c) Finally, since our learning process is directed by our needs and objectives, learning 
styles become highly individual in both direction and process. For example, a 
scientist may place great emphasis on abstract concepts (stage 3 of the model), 
whereas an engineer may value concrete experiences (stage 1 of the model) more 
highly. Each individual develops a learning style which has some weak point s and 
strong points. Sometimes we develop concepts but do not test their validity. In 
some cases our needs and objectives may be clear guides to learning; in others, 
we wander aimlessly. 
A suggesting is that we should examine each of the four learning modes, or stages of the 
learning modes, or stages of the learning/problem solving process, to gain some idea of 
which learning modes we tend to emphasize. No individual mode is better or worse than 
any other; even a totally balanced profile is not necessarily best. ··The ·key to effective 
learning is being competent in each mode when it is appropriate. Although the process, or 
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s o m e t h i n g  s i m i l a r  t o  i t ,  i s  p r o c e e d i n g  c o n t i n u o u s l y  f o r  a l l  o f  u s ,  i t  i s  c e r t a i n  t h a t  m a n y  o f  
u s  d o  n o t  think .~bout i t  i n  t e r m s  o f  l e a r n i n g  p o t e n t i a l  f o r  t h e  f o l l o w i n g  r e a s o n s :  
:  ·  - " r e - e n f o r c e m e n t "  s y n d r o m e  - w e ' v e  d o n e  i t  l i k e  t h i s  f o r  x  y e a r s  s o  w h y  s h o u l d  w e  
c h a n g e  
f e a r  o f  b e i n g  m o r e  i n n o v a t i v e ,  s i n c e  t h i s  m a y  i n f l u e n c e  p e r s o n a l  s u r v i v a l  
p e r c e i v e d  l a c k  o f  s u p p o r t i v e n e s s  f o r  i n n o v a t i o n  w i t h i n  t h e  o r g a n i z a t i o n  
i n s u f f i c i e n t  d e v e l o p m e n t  o f  a n a l y t i c a l  s k i l l s  ( s t a g e  2  o f  p r o c e s s )  
i n s u f f i c i e n t  d e v e l o p m e n t  o f  c o n c e p t u a l  s k i l l s ,  w h i c h  i s  l i k e l y  t o  b e  l i n k e d  w i t h  
i n s u f f i c i e n t  a w a r e n e s s  o f  t h e  e n v i r o n m e n t ,  i n  t o t a l  t e r m s ,  i n  w h i c h  t h e  p r o b l e m -
s o l v i n g  o r  d e c i s i o n - m a k i n g  p r o c e s s  i s  t a k i n g  p l a c e  ( s t a g e  3  o f  p r o c e s s )  
a  r e l u c t a n c e  t o  t e s t  t h e  i m p l i c a t i o n s  o f  c o n c e p t s  w h i c h  h a v e  b e e n  d e v e l o p e d  f o r  
f e a r  o f  " r o c k i n g  t h e  b o a t "  ( s t a g e  4  o f  p r o c e s s )  
S U B O R D I N A T E / S U P E R I O R  D E P E N D E N C Y  
A l t h o u g h  c o m p a n y  c u l t u r e  i s  p r o b a b l y  a  m a j o r  d e t e r m i n a n t  i n  t h i s  d e p e n d e n c y  
r e l a t i o n s h i p  i s s u e ,  o t h e r  i m p o r t a n t  f a c t o r s  a r e :  
c u l t u r e  o f  t h e  c o u n t r y  i n  w h i c h  t h e  c o m p a n y  o p e r a t e s  
m a n a g e m e n t  s t y l e  o f  t h e  c o m p a n y  
- t h e  p e r s o n a l i t i e s  i n v o l v e d  i n  t e r m s  o f :  a t t i t u d e s ,  a g e  l e v e l s ,  c o n f i d e n c e  l e v e l s ,  
c o m p e t e n c e  l e v e l s ,  s t a t u s  l e v e l s .  
R e t u r n i n g  t o  t h e  c o m p a n y  c u l t u r e  f o r  a  m o m e n t ,  t h e  m i x  o f  a  n e e d  t o  a c h i e v e  c o m m e r c i a l  
s u c c e s s  t o g e t h e r  w i t h  a  g o o d  i m a g e  i n  t h e  m a r k e t  p l a c e ,  c o u p l e d  w i t h  a  h i g h  l e v e l  o f  
b u s i n e s s  i n t e g r i t y ,  c a n  b e  a  f o r m u l a  f o r  s u c c e s s .  
F u r t h e r  m o r e  t h e  c o n t i n u i t y  o f  m a n a g e m e n t ,  p a r t i c u l a r l y  i n  t e r m s  o f  t h e  f a c t  t h a t  m a n y  
c o m p a n i e s  t e n d  t o  d e v e l o p  t h e i r  o w n ,  h a s  h e l p e d  t o  e v o l v e  h i g h l y  s u c c e s s f u l  c o m p a n y  
c u l t u r e s  i n  a p p r o p r i a t e  d i r e c t i o n s .  H o w e v e r  i t  m a y  b e  t h a t  t h i s  s o r t  o f  p h i l o s o p h y  t o w a r d s  
m a n a g e r  a n d  m a n a g e m e n t  d e v e l o p m e n t  h a s  u n c o n s c i o u s l y  e n c o u r a g e d  a  h i e r a r c h i c a l  
a p p r o a c h  t o  p r o b l e m - s o l v i n g  a n d  d e c i s i o n - m a k i n g  w h i c h ,  w h i l s t  b e i n g  e x t r e m e l y  
s u c c e s s f u l  i n  t h e  h a l c y o n  d a y s  o f  t h e  f i f t i e s  a n d  s i x t i e s ,  m a y  n o t  b e  s o  a p p r o p r i a t e  w h e n  
t h e  n a m e  o f  t h e  g a m e  f o r  m a n y  c o m p a n i e s  i s  s u r v i v a l .  
T h i s  i s  n o t  t o  s u g g e s t  t h a t  e i t h e r  t h e  c o m p a n y  c u l t u r e  o r  i t s  m a n a g e m e n t  d e v e l o p m e n t  
p o l i c i e s  a n d  p r o c e d u r e s  s h o u l d  b e  c h a n g e d  i n  a n y  s i g n i f i c a n t  w a y ;  s i m p l y  t h a t  i t  m a y  b e  
n e c e s s a r y  t o  m o d i f y  i t  c o n s c i o u s l y  b e  e d u c a t i o n  a n d  t r a i n i n g  o v e r  a  p e r i o d  o f  y e a r s ,  t o  
e n c o u r a g e  a p p r o p r i a t e  l e v e l s  o f  i n n o v a t i o n  a n d  c o m m e r c i a l  s u c c e s s .  T o  a c h i e v e  t h i s  
r e q u i r e s  s o m e  d e g r e e  o f  r e - l e a r n i n g  a n d  t h e  f u r t h e r  d e v e l o p m e n t  o f  a p p r o p r i a t e  s k i l l s  a t  
a l l  l e v e l s  i n  t h e  b u s i n e s s ,  w i t h  t h e  s u g g e s t i o n  t h a t  i f  c h a n g e  i s  n e c e s s a r y  t h e n  a c t i o n  
s h o u l d  p r e f e r a b l y  s t a r t  a t  t h e  t o p - n a m e l y  t h e  B o a r d s  o f  D i r e c t o r s .  
A t  t h e  B o a r d  l e v e l  t h e r e  i s  t h e  s i g n i f i c a n t  a d v a n t a g e  t h a t  s y n e r g y  i n  t h e  c o m p a n y ,  o r  t h e  
l a c k  o f  i t ,  c a n  b e  m o r e  e a s i l y  p e r c e i v e d  t h a n  a n y w h e r e  e l s e  i n  t h e  b u s i n e s s .  A s  a  s t a r t i n g  
p o i n t ,  t h e  B o a r d  c o u l d  a s k  i t s e l f  t h e  f o l l o w i n g  q u e s t i o n s :  
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1. Could there be a link between the perceived company culture and innovative 
problem definition, problem solution and decision-making? 
2. Does the interpretation of the company culture lead to a dependency relationship 
between subordinate and superior which detracts from innovative approaches 
within the management team? 
3. Is there a misinterpretation of the company's culture, objectives and long-term 
strategy due to communication problems within the business? 
4. Are decisions taken involving appropriate levels in the business? 
5. Is there evidence of a lack of awareness of important social/political/economic 
issues and/or appropriate skills/techniques, particularly at senior levels in the 
business, which produces a lower level of innovation than is considered necessary 
for coping with future demands on the business? 
6. Is it appropriate to initiate action, in terms of the re-learning process, at Board 
level? 
7. Has education and training a role to play and if so, what form should it take? 
An example of looking at the same set of issues in the form of an algorithm is given in the 
next page. 
EDUCATION AND TRAINING AND LEVELS OF INNOVATION 
Apart from stating general hypotheses regarding possible causes of the lack of innovation 
in a business, there still remains the question of whether they are valid. Therefore until 
this validity is tested in the particular situation, it is not possible to propose specific 
courses of action in terms of education and training. Nevertheless it would certainly be 
worthwhile to examine the stages of the learning and problem-solving process referred to 
earlier, not only in formal learning situations such as those provided by courses and 
seminars, but perhaps more importantly in the on-going work situation. For instance, are 
the following stages of the process developed as highly as we would feel appropriate: 
a. Do we consciously analyze our experiences by observation and reflection? Should 
we become more involved in the environmental scanning process? 
b. Do we develop frameworks, models and concepts to apply in future problem-
solving and decision-making situations? 
c. Are we willing to test the implications of those frameworks, models and concepts in 
new situations, on a calculated risk-taking basis? 
... 
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D o e s  · t h e  B o a r d  t h i n k  t h a t  l e v e l s  o f  
i n n o v a t i o n  s h o u l d  b e  i m p r o v e d  a t  
m a n a g e m e n t  l e v e l  w i t h i n  t h e  c o m p a n y ?  
. . .  
S h o u l d  i n n o v a t i o n  b e  i m p r o v e d  a t  a l l  
l e v e l s  o f  m a n a g e m e n t ?  
. . .  
C a n  t h e  B o a r d  b r o a d l y  i d e n t i f y  t h e  
c a u s e ( s )  o f  l a c k  o f  i n n o v a t i o n  i n  t e r m s  o f :  
a .  C o m p a n y  c u l t u r e ?  
b .  L a c k  o f  a w a r e n e s s  o f  c e r t a i n  i s s u e s ?  
c .  L a c k  o f  a p p r o p r i a t e  s k i l l s ?  
d .  L e v e l s  a t  w h i c h  d e c i s i o n s  a r e  m a d e ?  
e .  D e p e n d e n c y  r e l a t i o n s h i p s ?  
l r  
S e t  u p  a  p r o j e c t  g r o u p  ( w i t h  o r  w i t h o u t  
o u t s i d e  h e l p ) ,  t h e  n a t u r e  o f  w h i c h  w i l l  
d e p e n d  u p o n  t h e  l e v e l  o f  i n t e r v e n t i o n ,  t o  
a n a l y z e  t h e  p r o b l e m s  a n d  p r o d u c e  
r e a l i s t i c  c o u r s e s  o f  a c t i o n  
J o u r n a l  o f  E d u c a t i o n  a n d  C a r e e r  D e v e l o p m e n t  
V o l u m e  2 ,  N u m b e r  1 ,  D e c e m b e r  2 0 0 9  
- - , .  
N o  p r o b l e m s  -
E n d  o f  D e b a t e  
S h o u l d  i t  b e  i m p r o v e d  a t  
m o r e  s e n i o r  l e v e l s ?  
S h o u l d  i t  b e  i m p r o v e d  a t  
~ m o r e  j u n i o r  l e v e l s ?  
' *  
. . .  
H a v e  w e  g o t  i n t e r n a l  r e s o u r c e s  w h i c h  
c o u l d  i d e n t i f y  c a u s e s  a n d  p r o p o s e  
p o s s i b l e  c o u r s e s  o f  a c t i o n ,  d e p e n d i n g  
u p o n  l e v e l  i n  t h e  b u s i n e s s ?  
. .  
. .  
W o u l d  w e  b e  w i l l i n g  t o  u s e  
o u t s i d e  a s s i s t a n c e  i n  i d e n t i f y i n g  
a n d  p r o p o s i n g  a c t i o n s ?  
E n d  o f  D e b a t e  
- P r o b l e m  R e m a i n s  
S o u r c e :  A s s o c i a t i o n  o f  B u s i n e s s  E x e c u t i v e  ( p p  2 6 4 )  1 9 8 0 .  
I n  t e r m s  o f  t h e  l e a r n i n g  p r o c e s s  i n  t h e  w o r k  s i t u a t i o n ,  t h e  i m m e d i a t e  s u p e r i o r  p l a y s  a  k e 1  
r o l e  i n  a c t i n g  a s  s o m e  s o r t  o f  m e n t o r  o r  h e l p e r  t o  h i s  s u b o r d i n a t e s  i n  o r d e r  t h a t  t h 1  
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appropriate stages of the learning process can be developed to meet particular situations. 
For instance, one strategy which is superior might adopt in this area is: 
- agree task objectives with subordinate 
regularly and frequently review achievement of objectives and strategy, to achieve 
them with subordinate 
show an ongoing interest in strategy being adopted including advice, but try to 
adopt a "hands-off" policy in this context unless the risks are too great 
encourage re-learning at all stages of the process, particularly its application, so 
that levels of effectiveness are continually being improved 
view all interpersonal situations as learning opportunities, and encourage others to 
do the same. 
Obviously this has implications for individuals, work groups and companies, and different 
strategies will have to be used to develop higher levels of innovation in different 
situations. Despite these difficulties, however, there are two important dimensions as far 
as re-learning in the work situation is concerned: REALITY AND RELEVANCE. As far as the 
formal learning situation is concerned for managers, the investment of time and money 
depends upon a variety of factors such as: 
- need to improve performance of individuals in current job 
- need for functional skills training (techniques, etc) to cope with present and future 
demands 
- need for development in terms of raising levels of awareness in general 
management areas which can be built upon in the back-home situation, so that 
individuals can prepare themselves for broader and higher levels of responsibility. 
Furthermore there is the point which should be made about improving performance in the 
current job, where relevant theories of management should dominate in some formal 
learning situations, particularly for younger managers. However that must be viewed 
simply as providing a foundation for improving the stages of the learning process, since 
we are in the business of developing effective practicing managers, not theoreticians. 
Appropriate functional skills training is self-explanatory; so it may be useful to spend a 
little more time on what I consider is the potentially most important form of 
education/training -that related to development, since this could be a major determinant 
as far as future viability is concerned. In this area - and perhaps with particular reference 
to post-experience programmes to which we send managers - following points are 
relevant: 
the learning experience should be developmental and not remedial 
it should be experienced-based and not theory-based 
it should be awareness orientated and only partially skills orientated 
it should not be prescriptive 
In other words, we should be seeking to provide experiences in general management 
areas such as: 
Organizational behaviour 
- Environmental issues 
- Financial planning and control 
- Business policy 
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w h e r e ,  a t  . t h e  e n d  o f  t h e  p r o g r a m m e ,  p a r t i c i p a n t s  a r e  m u c h  m o r e  a w a r e  o f  k e y  i s s u e s  a n  
thej~ i n t e r - d e p e n d e n c e  a n d  o f  t h e  m o r e  p e r t i n e n t  q u e s t i o n s  t o  a s k .  T h e r e  s h o u l d  b e  n o  
a t t e m p t  t o  s o l v e  i n d i v i d u a l  p r o b l e m s  f o r  t h e m ;  t h a t  i s  t h e i r  r e s p o n s i b i l i t y .  W e  s h o u l d  
p r e s e n t  t h e m  w i t h  a  r a n g e  o f  i d e a s ,  c o n t i n u a l l y  e n c o u r a g e  e x c h a n g e  o f  e x p e r i e n c e  
b e t w e e n  p a r t i c i p a n t s  w h o  a t  t h e  e n d  o f  t h e  d a y  h a v e  t o  w o r k  o n  t h o s e  i d e a l s  o r  p i e c e s  o f  
o t h e r  p e o p l e ' s  e x p e r i e n c e ,  m a k e  j u d g m e n t  a b o u t  w h a t  i s  n o t  r e l e v a n t ,  a n d  v a l i d a t e  t h e m  
i n  t h e  w o r k  s i t u a t i o n .  F u r t h e r m o r e  w e  s h o u l d  e n c o u r a g e  p e o p l e  t o  c o n t i n u e  t h e i r  o w n  
d e v e l o p m e n t  i n  a n y  o f  t h e  a r e a s  c o v e r e d ,  s i n c e  I  b e l i e v e  t h a t  s e l f  d e v e l o p m e n t  i s  t h e  k e y  
t o  e f f e c t i v e  l e a r n i n g .  
A s  f a r  a s  l e a r n i n g  m e t h o d s  a r e  c o n c e r n e d ,  a  r a n g e  s h o u l d  b e  u s e d  w h i c h  i s  a p p r o p r i a t e  t o  
t h e  s i t u a t i o n ;  b u t  I  p e r s o n a l l y  f a v o u r  t h e  c a s e  m e t h o d  m o r e  t h a n  a n y  o t h e r .  F r o m  m y  
p o i n t  o f  v i e w ,  t h e  c a s e  m e t h o d  h a s  p a r t i c u l a r  a d v a n t a g e s :  
a .  I t  i s  r e a l i s t i c  a n d  r e l e v a n t ,  s i n c e  t h e  m a j o r i t y  a r e  b a s e d  u p o n  r e a l  s i t u a t i o n s  
b .  I t  h e l p s  t o  d e v e l o p  a n a l y t i c a l  s k i l l s  a n d  t h e  a b i l i t y  t o  " h o m e - i n "  o n  r e l e v a n t  p i e c e s  
o f  i n f o r m a t i o n  ( s t a g e  2  o f  t h e  l e a r n i n g  a n d  p r o b l e m  s o l v i n g  p r o c e s s )  
c .  I t  c a n  b e  u s e d ,  i n  c o n j u n c t i o n  w i t h  t h e  t u t o r ' s  e x p e r i e n c e  a n d  e x p e r i e n c e  o f  o t h e r  
p a r t i c i p a n t s ,  t o  d e v e l o p  c o n c e p t s  a n d  f r a m e w o r k s ,  a n d  t o  c h a l l e n g e  o u r  o w n  f r a m e  
o f  r e f e r e n c e  ( s t a g e  3  o f  t h e  l e a r n i n g  a n d  p r o b l e m - s o l v i n g  p r o c e s s )  
d .  I t  c a n  b e  u s e d  t o  c o m p a r e  a  c h o s e n  c o u r s e  o f  a c t i o n  w i t h  w h a t  a c t u a l l y  h a p p e n e d  
i n  r e a l  l i f e  ( s t a g e  4  o f  t h e  l e a r n i n g  a n d  p r o b l e m - s o l v i n g  p r o c e s s ) .  
B y  m e a n s  o f  p o s t - e x p e r i e n c e  p r o g r a m m e s  w e  o f t e n  t r y  t o  d e v e l o p  a  " c r i t i c a l  m a s s "  o f  
m a n a g e r s  i n  c o m p a n i e s  w h o ,  h a v i n g  l e a r n e d  t h e  p r o c e s s  o f  r e - l e a r n i n g ,  h a v e  t h e  p o t e n t i a l  
t o  i n f l u e n c e  t h e  r e - l e a r n i n g  p r o c e s s  i n  t h e i r  o w n  w o r k  s i t u a t i o n .  H o w e v e r ,  p r e s s u r e s  o f  
w o r k  a n d  i n d u s t r i a l  o r  o r g a n i z a t i o n a l  c o n s t r a i n t s  o f t e n  p r e c l u d e  a c h i e v i n g  t h e  r a t e  o f  
c h a n g e  r e q u i r e d .  F o r  t h i s  r e a s o n ,  t h e  l e a r n i n g  p r o c e s s  i n  t h e  o u t g o i n g  w o r k  s i t u a t i o n  
s h o u l d  r e c e i v e  p r i o r i t y  a t t e n t i o n .  A s  t o  t h e  o t h e r  i m p o r t a n t  q u e s t i o n :  w h e r e  d o  w e  g o  f r o m  
h e r e ? ,  t h e r e  c o u l d  b e  a  r a n g e  o f  r e s p o n s e s  d e p e n d i n g  u p o n  y o u r  p e r c e p t i o n  o f  t h e  n e e d  
f o r  g r e a t e r  l e v e l s  o f  i n n o v a t i o n ,  a n d  t h e  c h a r a c t e r i s t i c s  o f  y o u r  p a r t i c u l a r  c o m p a n y  
s i t u a t i o n .  
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